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7 February 1949 


MERORANDU FOR: DIRNCTOR OF CENTRaL INTELLIGENCE 


SUBJECT: Dulles Comittee report upon the Office of 
Collsection and Dissemination 


i. The Dulles Committees proposes, in essence, thet the reference 
fanctlons of OCD be divorced from the iLaison functions, thet tne 
reference fumetions be transferred to ORE, end that the lisigon func 
tions be :dministered by ICAPS, The stated reeson for this -Toposal 
is thet the reference end liaison functions heave Little interrelation, 
that the former are closely related to the research function of ORE, 
amd that ihe letter are closely related to the coordinetin, function 
of ICAPS, Tho best reply to this seemingly logicel proposal is thet 
the Agency hes already tried it out in practice, and found it unsetise 
factory. 


#. The Committee cesistant who inspected the , resent OCD did not 
spend, in total, more then e few hours in the Office, so it is not sur- 
priging thet he emerged with the impression that its functions were 
many, verioun, and unrcleted. It had tcken the Agency seny months of 
hard work, trial, and error, to learn thet the seemingly different 
Funstions of reference onc licdsom sre, in fact, so clocely releted 
that they are better  Jerformsd by x single uduiniatretive unit tan 
by separate ones. It is too early to say that the present is the best 
of #11 poselble crgenizetionsl petterns for these functions, but it is 
not too serly to say that 1t represents on improvement over the older 
and more obvious pattern which is now ,ropesed anew. 


3. It would be exact to stute thet the Lechaisues of UCL ere muny 
umd wartous, lovolving the use of much unique mechine equipment, but it is 
enly on paper thet the funei & appeer unmreleted. In truth ihey all 
serve < single and comion ends to get ond store intelligence information 
and meke 1t available to those whe need it, 


& In 1947 the gency “es orgenized with the Reference Center, 
embracing library and registers, in OF£; end vith the lisdgon functions 
assigned to the -epsrete Office of OCD, This is the Seue, in principle, 
ag vbnl the Committee now proposes. ‘The only difference de that the 
Reference Center ig now to be installed in one of the two Divisions 
into which ORD is to be split, und th.t Loe ldaison functions ure to be 
adainistered by » ren:med ICAPS ateff instead of by an Assi:tant Director, 
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5. the sepsration of ifeison und references functions cid not vork 
out weld in practies, ‘The sduinistrative void between ine two <orced to 
the detriment of both, If en sonlyat in ORE culled for « document known 
te be in the State Department's liorury, it was clearly the job of the 
interlibrary loan people in Cié's library to get it for himy but if it 
turned out thet the docunent ves subject to stringent security restric- 
tions tsen it became the job of 2 Liedson Officer to make errengenonts, 
with appropriate offfeiels of the State bep.rtment, fer the document to 
be released. The two jobs were onc und the sexe, but they required 
different approaches und different techniques. as the library and 
disison people sere under different administretiona they feiled to 
develop intimete knovledge of each other's deily probless, and of the 
techniques and channels being cevelozed to desl with them, Communice~ 
tions between then vere by typed memoranda earried by couriers and 
mescengers, ith aultiple carbon coples. Delays vere many, end tempers 
were exacerbited. Reference Center and OCD were sceursed by <1l sho had 
to deal ith them. Analysts eho ranted fest ection vere prone to embark 
ou independent lixigon ventures of iueir own, thereby adding notably to 
the genere] confusion and inter-departucntel misunderstundings. 


6 ‘The Reference Center, under ORE, found itself without adequate 
adainigtrative understanding and support. The mein business of ORE was 
te dewl with criticel problens of & substantive neture, and the specisl- 
ists preporing an important estimte egeinst « tight deadline ne turelly 
teok precedence over library and register people whoge ,roblems could be 
put off till the morrow, ‘The needs sf tne anclyste had priority, and 
there wes e tendency to postpone ection on the more humdrum needs of the 
Keference Center, It seems inescapable that the same situstion vould 
fevelop ogein if the librery end registers were to be reassigned to ORE, 
or te @ Hesearch ond Reports Division crested out of ORE. In xddition, 
tnere is nov an Office of Selentific Intelligenes which reguires library 
and register services no lesa than ORE, and it would be unwise to make 
it dependent on its ecister Office for these services, I believe thet the 
Cia Library end the registers should serve oll of Cla, ond thet they can 
best do so if «dministerod sepsretely anc apart from eny one of the cone 
gumer Offices or Divieions, 


Ve The originul Office of Collection and Disreminution had nc 
refereuce functions, but concentrated on the many facets of ths liaison 
activity, is 6 seperate Office, it hed direct access to the Directer of 
Central Intelligence, and this would nor bs denied if the [CAPs (or 
*"Goordinetion Division") staff vere interposed. This ,»roposal is diffi- 
gult to understand, for the Comaittee teport pleces very great enuphagis 
on the need for more forceful efforts by Clas to achieve evsordinetion vith 
the other egencles, and it strongly expresses the opinion that direction 
of CIA sffairs by tour-of-duty personnel can never win to the goel. How 
the emell steff of ICAPS, or of thm proposed "Coordination Division", 
consists entirely of representetives of ithe Stets end Service Departsents. 
These men sre on tour-of=duty assignments, If capeble and energetic they 
esn render great service to the Unlied States government, to ineir re- 
eyeative Uepurtsents, end to the Ceniral Intelligence &gency. Hut it ie 
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impossible thet they should, #t one rnc the seme time, and during rela- 
tively brief tours of cuty, sehieve success voth (1) in handling tue 
delieste und difficult prebleas of policy deterainetion in inter- 
departaental relstionships, end (2) in leerning, understanding, and 
directing the myried techniques of cclicction, bibliogrephy, end die~ 
seminntion. Thie second job is o career assignment in itself, and it 
4s unlikely to be ;erformed well by men who are teekling it for the 
firet tims and for s shert time. This job is of so great common con~ _ 
cern to sll the Offices of the Agency thet it should heve direet access 
to the Director. 


&, The Comaittee #lso proposes thet the Contnot Branch of OO und 
the Lefermetion Control {ection of O50 be given a greater degree of 
autenony in the diseeminetion of thelr reporta. It argues that these 
offices have better kmovledge of the consumers who need their meteriols 
then coes OCD, end in tiis the Comittee is alstexen. No one knows 
better vho needs het material than (1) the reference people the, on 
direct request from the consumer, tre daily compiling bibliogrephies 
and atetements of evaileble inforustion, end (2) the lisieen people 
wnoge deily chore it ie to maintain close contact rith consumers in «1h 
the agencies, reeeive toeir requests, «nd ansure thet they are acted 
upon to the best of Clats sbility. The Committee is alse mistaken in 
ite belief that Contect Branch and G30 do not now exercise autonomy 
over the distrghation of cuelr own products. OCD has not in many months 
overruled @ fontect Branch decision as to where its reports should go 
und from whom they should be withheld, snc the Informution Control See- 
tion of O50 freely distribute: to other agencies re,orts which it danies 
both to ORE cnd to OCD. This lutter activity is dengerous, is drmaging 
to the merele of ORE snelyets, and is harmful te the prestige of the 
Agency. Linison Officers «re frequently asked by officials of otner 
agencies, "Phy deesn't C1A coordins.te itself? CIAts left hand doesn't 
know wiet ite right hend is doing." The Ageney is now teking etepe to 
remedy this situetion, and 1t is certein thnt the remedy involves lese 
sutonomy rather than more autonomy for the sewaral Offices. 


JAHES NR. ASDRERS 
Assistant Directer for 
Colleetion = Diseeminetion 
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